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Reorganization of the Directorate of Intelligence

During the past several years, the Directorate of Intelligence
has taken a number of steps to change the focus of its production

" effort in order to be more responsive to the expressed needs of its
_consumers. The momentum for undertaking a more intensive examination
of the way in which CIA was organized to produce intelligence was

given additional impetus by the numerous Executive and Congressional
examinations of the production process. In particular, the findings
of both the House and Senate Select Committees on Intelligence and a
nunber of consumer surveys undertaken by the IC Staff all seemed to
focus on two basic areas--the need for CIA to produce more integrated
or interdisciplinary analysis and the need to create a working
environment in which the analytic career could flourish.

With the establishment of the Executive Advisory Group in CIA,
the new leadership of the Agency made one of its first priorities
a basic re-examination of intelligence production in the Directorate
of Tntelligence. This study was taken internally under the direction
of Dr. Sayre Stevens, the Deputy Director.for Intelligence. It had
four basic. objectives: ' .
-- To identify those organizational changes needed to
facilitate the production of interdisciplinary
analysis. o

-- To consolidate the total intelligence production
effort within CIA. . :

-- . To foster the production effort on three counts:

- the production of 1ong—fange issue- . N
oriented analysis.

- the development of new methodologies.

- the identification of more effective
presentational means.

-- To create a working environment in which an
. analytic ethos could flourish and could be
recognized as the principal career track to
be followed in the DDI. '
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With these purposes in mind, starting in June 1976 the Deputy
Director for Intelligence convened a series of discussions with
his office and staff chiefs to consider the organizational forms
which might best accomplish them. After thorough -discussion of the
various alternatives, an interim report (attached) on the DDI
organization for production was submitted by the DDI and considered
by the Executive Advisory Group on 25 August 1976. This report
received the general endorsement of the Executive Advisory Group and
the DDI was given authority to proceed with the preparation of specific
reorganization proposals.

At this stage, the Directorate of Intelligence contracted with

to make an external survey of how the

DDI was organized for production and what changes, if any, would be
required in its organization and procedures to most effectively
achieve its production objectives. The] [study was
conducted over a period of two months during which]| \
gave oral presentations of their findings and recommendations to the

Deputy Director for Intelligence, to the DCI, DDCI, the Deputy

Director for Science and Technology and the. Comptroller, culminating
in a final written report submitted in'quember‘1976 (attached).

At this point, the.Deputy Diréc;bfifor “glligence established
an interim working group on reorganization: téf®nsider both the DDI
interim report of 25 August and findings. - This working

.group prepared a-series of working papers on possible organizationall
- . measures and proposals that would best serve the purposes of the
. reorganization plans. When these studies were completed, the DDI

and the ADDI met with the working group representatives to formulate
specific reorganization proposals (attached). These proposals which

. made relatively minor changes in the organizational structure of. the

Directorate were more significant for the changes they directed in
the focus of the DDI production effort and its personnel management
system. After discussion of these proposals with the DDI office and
staff chiefs, they were briefed to the Executive Advisory Group and
received its endorsement. On the basis of EAG endorsement, the
Director of Central Intelligence on 15 November 1976 authorized-the
DDI to proceed with the implementation of his reorganization
proposals. :
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. August 25, 1976

MEMORANDUM FOR: .Mcmbers of the Executive Adv1sory

Group
FROM : Sayre Stevens
Deputy Director for Intelligence
SUBJECT : Analysis in the DDI: Problems and

" Issues

1. One qf,my first orders of business as DDI has
been to undertake a fresh examination of the process and

prxoduct of the directorate's principal éctivity: analysis;

I have sought the individuval -and collectlve counsel of many
\ :

<colleagues, and togeLher wé have developed some 1deas about

.what might be done in comlng years to improve the quality

and utlllty of our analytlcal efforts,

™

2. Thlg paper summarizes thc 1n1t1a1 results of our

ebxainstorming. It proposes several basic objectives to serve

~as guidelines for a program to raise the level of our analysis

and make it more respensive‘to the presentvand'future needs

- of our-consumers. It identifies a number of obstacles that :’

seem to stand in the way of progress toward these objectives,

and it then expiores potential solutions-—-some procedural,

others involving major o:éanizétional changes. Finally, it

shetivn - Intenal tse U3
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poses several basic policy issues that must be resolved
by senior management before we move ahecad.

OBJECTIVES -

3. Our.critigue of the directorate's intelligence

products and the way we approach the analytical process re-—

_vealed four areas in which substantial improvement seems

“imperative:

One: We need to pursue mnltidisciplinary analysis in

»

a more rigorous and institutionalized manner, without destroy-

ing existing centers of professional coalescence. Thexre is a

"grow1ng dcmand from our consumers for 1ntelllgence products

‘Lhat 1ntegrato all the relevant factors affcctlng many major

issuesw j

Two: We need to improve the way we select analytical

.érobiems and allocate resources to.them so as to give better

) support to pollcy—mdkers. This means not only being more

respons1ve to the perceived needs of pollcy—makers but also
antlclpatlng thelr needs and glv1ng them longer lead times
to ponder emerging concerns and potential problems.

Three: We need to insure a more "adventurous" stance

.+ in our analysis and presentatlon. The DDI is lagging behlnd

in the application of modern techniques available in other

analytical professions and in the communications field. We

—
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also tend to limit our papers to traditional-éubjects&
and analytical frameworks and hesitate to push out intb

broader fields of analysis.

Four: We need to strengthen' the "analytical ethos”

in the directorate. Analysis must be our central function.

It must.be accorded the highest priority in time, talent,

and resources, and not take second place to adminiétration

ox staff work. . Our 6rganizatiohal structure and incentive

systems shduld reflecfvthis prioritf,“not-only for producers

of finished intelligenCé but also fof,the indiépensable |

'eleménts'that suppoft,analysié. 

OBSTACLES I ' . T o
4. There are a number of featufes about our present

organization"and operating style that impede bﬁr achieﬁement

' of these objectives.

A. - Obstacles to Obﬁective Oneg: . More Multidisciplinary
. Analysis
(1) The artifical splitting of analytical xrespon-

sibilities and subjects along organizational lines.
For understandable reasons, 6ur production components
are, for the most part, organiZéd vertically by discipline:

economists in one office, political scientists in another,

militaxy speciélists and‘geographers in otherx separate

e a1
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officeSQ"In the present DDI culture, thes e.elcments

g' 4 ~tend to work relatively independently, developing their
own research programs, conducting theif own analysis,

and publishing their'own paﬁers. As a result, there is

~a tendency to have overlapping reeponsibilities,
duplications, and, more importantly; a 1ack of ‘sub-
stantive input from other offices. |

rurthermore, the preSent structure does not facilitate

iﬁaglnatlve analy is Wthh would draw on dlSClpl*neS - STAT

~ not represented in the‘dlrectorace.

The result is that finished intelligence products

S
-

tend Lo be llmlted in scope to the frame of reference of

the analyst or hlS organlzatlon. ThlS approach'may be '

adequate Ior progects where the consumer's requlrement

is falrly narrow and falls within the eypertlse of a i

: t s;ngle analytlcal_element. Manytpollcy issues, however,

R R e 1 eSS
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are much broader than that, and. the policymaker is left
to his own devices-—if he does so at all——to develop an
integrated appreciation of the factors bearing on the-
Over the years efforts have been made‘to increase

the amount of 1nteractlon and jOlnt work, but they have

STAT

not. been notably successful

T .

While there has been an in-
. : . : o
crease in joint studies between offices, the DDI is not

organlzed to encourage mult161501pllnary ana1y51s, whlch

e:remalnv °porad1c and largely depondent on the 1n1tlat1ve

":ofAindiv1duals..‘

(2)’ The lack of dialogue during the early~Stages 6f

analysis. To a large extent, this problem is a subset

more than one office. Our structure does not have

adequate mechanisms and incentives for analysts to get

| together on a probiem at the start of the analytical

process to share each other's knowledge and ins ights.

-5
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‘B. Obstacles to Objective Two: - Improved Selection.

© of Analytical Problems -

e (1) The inadequacy of mechanisms for deciding what -

analysis should be done to best serve our consumers and

for setting priorities. vaiously, much of"our work is——
_and should be--in response to specific reéuests ﬁron
policymakers. But we have a responeibility toido more
than that: we need tovlook ahead to éetermine nhdt .

! s - v : ' . : ‘
| policymakers should concexn themselves about ‘and. do the

work needed to inform them on such matters.‘ ASTAT

'1£¥(2) The dltflculty of serv1ng dlverse consumers .

" a spec1f1c audlence and wrltten 1n the jargon and 1evel :j'

|

f

|

|

! T Wlth our products. Many of our papers are tallored for
| :

|

|

|

of detall approprlate for that audlence. In SO d01ng, we

often fall to communlcate the relevance of our flndlngo :

to a broader or thher level cllentele.’,"_

éi?(3)' The tendency to let currentﬁemand 1nterferev 5._ {

with rcvearch- Thele are some who bellcve that we deVOLP

ool -

an 1nordlnate amount of our resources. to “reportlng ‘the ' N

...6...

oy nu,

1', , 1o
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~news" and not enough to providing rigorous analyses

of developments. Even the research components of the

~directorate find it dAifficult to pursue sustained

. STAT
analysis . i

We -

STAT

‘must, of course, be responsive to legitimate demands

but we need to find ways to insure that

.we strike a proper balance between investing‘in research

.. and spending our capital on other tasks.

L .';C.f"Obstacles to Objective Three: More Adventurous

"Analysis and Presentation ' , - ' e e

- (1) The gulf between new methodologies and “"real"

day~by-day analysis. It's not that the directorate has

' neglected -to 1nvest1qate new analytlcal technlqueo in
'~'fthe"past“few years, but rather that it has not nmanaged

“to put them into serlous and sustained use as an 1ntegral i

Afpart of the analytlcal process. - In many cases, new
{methodongieS'are little more than "éhowpieées"'that

PR

léttéét;tb our interest but remain on the -shelf.

i(?) “Phe lack of a comprehensive program‘f0f~developiﬁg

~and-implementing new presentational means. Various

| " ‘eléments of the DDI have taken Initiatives to investigate——

L dmintatrabiva o Sndeaal flen Db
’z.dh’lhs!.‘)di:z Y LSl oo unty
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and in some cases‘adobt—ﬁﬁew-media and techniqués

for getting our messages across to our consumers. o

Somé'good work has been done, but-we remain far behind

what is happening in the co%munications-field.‘ our

lag in this area has not_gone.unnoticed,by‘critics.

E We treat presentation as a matter for each office

T to ﬁandle on its own. For the,maﬁagers of production
6ffices, presentation tends to.be a secondary concern,

i : W .

: and the efforts so far have been plecemeal and, UDCOOIdl"

nated We lack-a mechanism for brlnglng adequate

. expertl e and revources to bear on the problem in a way -
C . i . o

that would serxve the-entlre directorate.

. . . I
. ' D, Obstacles to Objective Four: Strengthening the

Analytlcal Ethos

(1) The cumbers omeAreView-process. 'The number of

L . ireviewers a paper must pass through before beiﬁg puBiiShéd 

T o " borders on the absurd.‘ 44;4\4\4\4\4ﬁ44¥4¥4\4\4‘4\4ﬁ4*7 S
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STAT,

(2) The overorganized management structure.

.The shortcomings of the review process are symptomatic

of a larger problem: the excessibe layets in our -
manaéement sttucture. We are teo'highly opganizedvtob

| _ getvon.with our'job_efficiently. Part.ef the reaeon;for.:
; this may”be'our_promotion system, which requfreS’that‘we

i | ~ .dmeve oar_good peopie inte supervieery oxr staff positions
'ifftbey are to advance. This system cteates_abbureaueratic

imperative to proiifetate'supervisory and staff slots==" " " "
' ' i

o

and the ]ayefv they control.

- (3) Shortcomlngs in analytlcal Skllls and substantlve"

"eXperti e._,qome crltlcs of DDI analy51s contend that our aSTATi

S ablllty to do flrst—class xesearch in _some areas is

- decllnlng;

The. problem 1s exacerbated by a. tendency to dlvert our

best analysts to nonnanalytlca] tasks. Because most of

S Approved For Release 2009/06/17 : CIA-RDP05T00644R000100170004-2 =
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.tﬁe current intelligence reporting carries little
analytical content, basic analytical skills have not
been.valued‘appgopriately in substantial portions of
the directorate. The imporﬁance of these skills mus£
be reaffirmed. Moreeve:, it is beeoming clear thet we
need to maintain cadres in certain critical specialties.

~and shield them from the distraetions'of.ephemeral
demands. |

POSSIBILITIES FOR IMPROVEMENT R

5. The system has been changing, parflcularly in recent

:years, to meet new demands and deal with old problems. We do

not rule out the poeeibiliﬁy that the evolﬁtionary process, -
coupled with a sexies of procedural chenges, could over_time;

put us where we want to be without the disruption of a reergan—t

‘ization. We will later suggest some procedural innovations,

" but we have found throﬁgh experience that they do not usually

hit at the heart of the problem and that structural changes in
some form may be necessary.

6. An earlier attempt to pursue multidisciplinary

e

analysis through the creation of ad hoc teams; for example,

simply did ﬁpt work. Because the. teams were not assigned to

specific projects and . met mainly to exchange views, they were

artificial in nature and too dominated byethe present organizational

-~10-
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structure. Some regulerized mechanism, organizationaily
nstituted, seem necessary. Although procedural changes
probably‘could ﬁelp us establish a better mechanism for
selecting problems to address, the real culturai change that
would be a vital peft of a more effeetive selection process

could probably come about only through a shakeup of the

existing system.

7. To achieve our third objective-—a more adventurous
stance in adopting new approaches to analysis and presentation--

some revision of the present setup seemS'desirable.‘ It is -

"true that new methodologies need to be rooted in specific

J.diseipiines and probably can flourish in the pfesent environﬁent;

but there is so much iragmentatlon in the effort to develop

new presentatlonal means that wé have not been able to move

~out Vlgorously in this fleld.

8. Flnally, we s see a dlrect relatlon between our

objective of strcnqthenlng the “analytlcal ethos" and the need»

for-reorganlzlng. There 1s, we think, a strong argunent for a

fairly dramdtic uprooting of the "bureaucracy™ if we are to

change deeply 1ngra1ned ways of thlnklng.

9. In. short, to achieve all of our stated objectlves in

satisfactory and timely fashion, some degree of reoxganlzatloﬁ'

may be required. SUCh:reo;ganization could take several forms.

-1]—-
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0f the various options discussed below, the first threce

~are aimed primarily at strengtnenlng multidisciplinary

analysis and secondarily the analytical spirit of the

directorate.

Geographic Organization

*10. One option would be a reorgenization elong primarily
geographrc lines. A logical realignment<would be to divide |
the-directorete into two Separete-but equal parts, ehe_dealing
with Intelligeﬁce Sexvices and one with Intelligence Production.

.il..rThe Intelligence Services segmeﬁt would combine the
~existing'pubLications/cartographic elements in the DDT.. It'

would publish all current intelligence, finished intelligence.

monographs, and periodicals as well as previde all cartegraphic
~anhd geographic services.

wur 12, :'The Intelllgence Productlon segment would rtdlstrlbute

’ the unlts of the preeent productlon OfflPeS into four: geographrc

unlts:..USSR/Eastern Europe; WesternAEuropeyand.Western:ﬂemlsphere;
~Middle:East/Africa/South Aeia; and East Asia/Pacific. The
acL1V1t1es of the two DDS&T productlon offlces——OSI and OWI——}
would loglcally be 1ncorpora cd in this setup. The spe01al

dlsc1p11nes thege offlces represent would add depth and breadth

“to our multrdl cibiindrf‘efferts. Another entlty, the“Offiée”

‘for Interndtlondl Programs, woula 1ntegrate for the' flrst tlme

12—
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. DDI products usually have a geographic focus. An organization

‘Agency, most of whom have a geographic alignment..'AlsO, what~

‘ ever competltLon, dupllcatlon, and overlapplnc of rospon51b111ty_
di501p11nary'analy51' and strengthen the reglonal focus of our .

'A geographlc setup would fragment the disciplinary focus, which

SRR
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work on problems of a genuinely international nature--

worldwide trade, monetary problems, Law of the Sea, and so

forth. _ - _ . _ i

13. Advocates of this approach argue that there is a
geographic common denominator or thread for most DDI activities,

and that questions from consumers and answers in the form of

along these lines would permit directorate offices to deal

more effectively with counterparts within and outside the

exist 1n the DDI would be reduced Flnally, and most

1mportantly, a geographlc organlzatlon would encourdge malti—

énalytical efforts. ) ,'ﬁ ' R ‘-‘ ”f ot .‘ﬁ
14. There'are, however, some very serious disadvantages.
‘is apt to be domlnant in much of our analysis. It would also
‘limit profcs sional growth in dlSClpllneS and spc01alt1es other
“than those centered on area studles, and we cannot afiord any

‘loss of these functional skills. Furthermore, this organlzatlonal

‘scheme’ would require the replication of expen51vc tools, such

‘as computer programming models, which are now centralized in

i . .
i
- .
) -
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the existing offices and constitute the basis.for much of

our effort to develop new analytical techniques. Finally,

it would be highly disruptive for the entixe directorate.

Office ot MultldL501p11nary Analysis

15.  Another approach to fac111Late a croosdlsc1p11nary
approaoh to problens would be to establlsh an Office fox
Multidisciplinary Analysis organized on a geographic basis.
Analysts, selected from their parent offices and representing r
various speoialties aﬂd'disCiplines; wouldybe assighed to

the Center for a rotational tour. There would be a small

'permanent stdff as well.

16. The virtue of ths approach is that 1t is 51mple and
‘would be only mlnlmally disruptive. ‘The corabllshment of a

separate office- dlrectly tackles the problem of multldlsc1pllnary

-analysrs but at the same time keeps pe01allsts 1n their own

'uenv1ronment

17. On the negatlve side, the bdse for doing genulnely
cr05361501pllnary work would be rather narrow, and little would

be done to create a genuine multldlsc1pllnary culture. Moreover,

the directorate's management structure would remain overly large

and cumbersome;‘AIt.is likely, too, that the Ofifice would

_become divorced from the-real, day-to-day work of other DDI

offices.

ﬁl4;
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Matrix Scheme

(3

18. Another possibility for reorganization aimed
at encouraging multidisciplinary analysis would be a
matrix arrangement.which'would preserve the individual
offices but introduce some'chanées. The offices would be
seen as parts of a vertical brganizdtion‘where the manage-
ment function would resiae and where ”pﬁre” analysis would
be done by specialists. A laxge pottion of the analysts
in.each of the offices, perhaps GO,éercent; would be

. L
involved in doing research on a sole topic. Such re-

‘'search is critical because it is the foundation on which

1onger*term pr01ects rest and is the bUlldlng block fox

‘ dl1 other klnds of andlyul - The rest of the analysts

would be a “"floating" labor force available to work on

‘problems cutting across organizational lines.

‘??19 Laterally,’ program dlrectors">w1th responsn~

:blllty for. cross-— dJSClpllnary research areas- would
‘organlze progects respon31ve Lo a stated ox felt requlre-
“ment. The teams establlshed for a partlcular project
would.be dtawn from the floating labor pool. The final

, -product would be p;oduced under the‘dlrectlon.of a

‘project:leader reporting to. a program director, but the

e
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ultimate responsibility for professional content would -
belong to the appropriate offices. Everyone,  including
the program director, would be attached to a given office. '

20. The matrix approach, like the proposal for an

Office of Multidisciplinary Analysis, would directly

‘grapple with the Cross—discipline prbblem whilélpre—

serving separate analytical disciplines. It has the

added advantage of.creating a multidisciplinary culture

‘that reaches throughout the directorate without beind

divorced_from line_ménagement. ‘And it would freé us

from some of the rigidities of the present system by.

 giving promising analysts a-route.upward that is not

give credence~tq our claim that analysis is indeed the_
central function of the DDI.

'21;‘ Theré_are probléms,.however, Imposition of

a-maﬁrix_system would create turbulence and would
'reqdife additional management at the directorate level.

With analystsAdivided into specialists on the.bne hand

and q,floaﬁing.pool of generalists on the other, thé ,

rise of a two-tierxred syétem in which one group ox the

-other becomes-the elite seems almost inevitable. There.

-16—

 linkea to supervisory positions~-a concept that would e
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‘ of current 1ntelllgence.
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would also be a potentlal management conflict because
rcsponSIblllty would be divided between program/prOJcct
leaders and office heads, both with certain responsi-
bilities for‘sebstantive content of projects. Finally,

b

the matrix scheme to some extent would duplicate the

present NIO structure.

Current Intelliqence-Setup

22, The three reorganization 0ptlons discussed
L YRR

above dlrecLly address the problem of Fosterlng greater

~mult1dlsc1pllnary analysms, but there is a separate

problem that needs to. be considered: the proper approach
"to current Jntelllgence. The problem is a distinct oneﬁ
because we must - welgh the need to report all hlnds of
news promptly and fully agalnst the need to prov1de our
consumers w1th 1n~depth analy31s. Some clalm that too.:

many of our resources are now dlrected at the productlon

S

l“'123~ﬂ If we dec1de that we do 1ndeed devote too much

of cur effort to current reEorting'and not enough - to

current ana 1515, another p0581b111ty for reorqanlzatlon
would be to create a small Whlte House and ‘General- Puo—

lications Support ‘Staff to handle the more limited

=17~
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reporting function-ahd free most of our current'intellisw
gence resources for more in-depth analysis. The Supoort
Staff would be manned around the ciock by'analysts from
the production offices of the DDI and DDS&T. A groupvof
perhaps 20-25 middle-to-senior érade analysts would serve
one or two year tours and then return to their parent or-
ganizations. These "hot flue" analysts would be responsible
for drafting whatever daily and Weekly products are issoed.

| 24. If this kind of starf‘is‘created, some revision
in the current inteiligence publicationsvwould’probablyl'

be necessary. We might for example, find it necessary

«to abollsh the Natlonal Intel}lgence Dally,_OCI S news-

to our prlnclpal consumers around the clock A daily

-

comprlatlon of the most srgn:f:cant cables could then be

publlshed for.. broader dlssemlnatlon.

25, More dctarled commentary and analyses of current

.develOPments——polltlcal, economic, and m111tary~~would be -

~ -

Hpubllshed twice a week in a new publlcatlon which would

replace the’ various office weeklies and other periodicals.

There might be a need for continuation of certain spe-

cialized publications such as OER's International 0il

- Developments, but the basic concept would be that

~18-
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directorate pﬁbiications repreeent a "bbI prodect" and
serve as the thicle for bublishing the work of the
directorate.

26. Altheﬁgh some OCI analysts would be assigned

to this new current staff, most 'of the analysts in that

office would be combined with OPR into an Office of

Regional Analysis. Such a merger would eliminate the
anomaly of having two DDI offices engaged in political .
research and would encourage ihe production of more

probing analysis. Creation of an Office of Regiénal

1Analysis would be quite compatible with the matrix pro-

posal outlined earlier.

Office of Pfeduetion

27. Undex ény of the aboﬁe pfbposals for reorgani-

. zation, it might be wise to consider establishing a
"separate Offlce of Production. The office would serve

as a 24 ~hour processing centexr for DDI publlcatlons,

with units for technical edltorlal reVlew, machine proF

cessing, probfreading, layout, and prepafation of

graphics. "Creating such an office would promote

-

efflclency and perhaps would free resources that could

then be devoted to the analytlcal effort. The Offlce

of Production would also be the center for developing

-19-
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and .implementing new presentational techniques for the
entire directorate. There would be a savings in equip-
ment and the advantage of greater quality control over

the finished product.

PROCEDURAL CHANGES

28. Whether ox not we proceed with any organizational
reforms at this point, there are certain procedural and
administrative‘changes that can and should be made. One

S

such chénge is already in effect~~a weekly meeting between

the_DDI and the heads of_the'principalAproduction offices

to prov1de overall dlrectlon and focus to the substan;lve

' ‘29.v Other p0081b111ties are suggested belows:

. —=Tasking mechanism for the dlrectorate.

*The productlon group now: meetlng weekly o

Ccould be glven an addltlonal functlon,‘
tcthat of serving as a. tasking mechanlsm
for progects undertaken by the director-—
. " ate, thereby ensuring the proper assign-
;iiéé of.prierities'to given programs.

‘—=Periodic review of publications and

'ErOJects.T Rather than the hurried

-20-~
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reviews of recent years that usuaily
J ‘ © were the result of a reguest From oo
‘ high or from Congress or the White T
House, the DDI could institute a | ‘
program for reéularly reviewing- all
of its publications and research pro-
jects to see whether tﬁey'continue to.
meet the needs of the principal con-

sumers. .

|

|

|

|

i

|

}

|

| . . L,
[ : " : .-
: . —--Consumer seminars for evaluation of
i

|

]

|

|

|

|

[

|

|

|

-DDYT products. There is a pressing need‘

- forxr more feedback from our . consumers on

what publlcatlons ana products they

~value, which they 1gnore, what they o ;

wish they had, and'why. On a regular | |

L ' T ": ;"‘ ‘basis, one to-two ‘day ‘seminars 1nvolving
| | | | key ‘consumexs and office. heads could. be'

;held to dlscuss such questlons;*i’}?f - ;'_v- _' o

~-Review of our hiring practices. . We
. . ‘fneed.to take a hard look at the kinds
e:0§~§eoplé"weAare hiring 'to be sure that

-~.we are getting the proper mix of people--

tbehavioral :..scientists as well ‘as

1

| .‘  . ‘ . -21-
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political: scientists, for example.

To pursue multidisciplinaryAstudies
| ' we must ensure that all of our analysts ‘
don't come out of the same mold. -

b

--Increased intra~directorate rotational

~assignments. Despi£e<éonstant exhorta-

i _ _ ‘ . tions from the top and .general recogni-

tion that rqtatiohs offexr advantages to

} - .{_; almost everyone,;there is no pfactical.

iand realistic scheme forﬂpromq%ihg such
;E§sigqmgnts. Themcross—fcrtilization_that'.'
-could rgsult‘from tours ranging from- 3
. monfhé ﬁo 2 years could.both_promoté

. multidisciplinary anaiysis and break

: - ‘ o ‘ Adown some of the barriers between_the

- :production and service.offices.. --

—-+More-cross—fertilization with the outside
sworld. The emphasis on current intelli- = .

.. gence and the pressures of publications

5 . -and deadlines too often make_contéét
. :with outsiders--particularly the academic
O - .world--difficult: The directorate _could

| o profit from a well-thought-out seminar

~22-
| - ’ Tormotrating o En mw«—»l fion ﬁf’i - .
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program involving different offices in the

L

DDI and outside specialists on a regular
basis.

—-More creative training. The directorate

k]

should enlarge and enhance. the talents of

-its existing analysts through a more
innovative approach to training. One

wéy to foster greater multidisciplinary

analysis, for example, is to give'analysts'

A\
‘training in disciplines outside their

’SPeCialtié54~train political scientists
in somo of the more important economlc

concepts, 1et econmmlsts 1earn more about

/-

- geography, and mllltary'strateglsts nore.
about political dynamics. At the same
time, we need to retain and strengthen

" our regional expertise.

. ~fRenewed emphasis on 1anguage‘capébility.'
Enhanced language skills also fall in the
category of "things we need £o iméfove‘in

.~'the DbI put do little about." There is
no ratlonal plan for encouraglnq analysts

to sharpen old skllls or learn new ones.

-23-
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~¥Greater contact between the DDI and

office analysts on substaﬁcé.' To u;der~ .
line our contention that the heart of the
DDI is analysis, regular and continuing
contact betweeﬁ the DDI‘himself and
analysts engaged in éubstantiVe‘projects

should be instituted. A ) STAT

ISSUES TO BE ADDRESSED

30. As you can see, we have developed a numbér of
ideas_and éptions‘for considerétion, We have-also.ﬁnder—
takeh sbme prepara?ory steps. Wefre collecting data, for
example, that will give us a better grasp of what kind of

RPN
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people we have on board, what their area of expertise is,
how much time we spend on producing certain kinds of in-
‘telligence, what priorities we attach to various positions,

and whether an independent production office is feasible.

We have contracted with STAT

[f}ﬁobda a study on the DDI o;ganizatiqnal-setué-and
will provide them with the results of our labors. We are - STAT 3
also planning a reyiew of all our publicatiéns° At this ' 1': : i
point, what we need is some guidance from you. .

31. Before ﬁhe directorate deéides'which way to
' ‘move as it comes to grips with its problems, there are

certaLn issues that the Executive Advisorvaroup should

-~ address. - . S ’ S .

A. To what extent should the practice of

current intelligence as the art of "tending the

hot flue" be'de~emghasized? Do ‘we want to move away.

‘:1frqm this‘aspect—che "neWS"‘fuﬁction—~in favor of ”lt7df“:wf”
.a‘more éenuinely analytical prodﬁct? What are the” A}":v
coﬁsequences of'shifting'the emphasis éﬁay from
.interéretive current reporting toward currént ‘.

- analysis?. At, this point, is there any real possibil-

ity that we could eliminate the National Intelligence
Déilxvor some version of a slick, well-packaged daily

publication for our consumers?

.V-.v. . ,.j; ......
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B. Should we rely upon the NIOs to solve the

problem of operating across organizational lines?
Does the CIA have a responsibility for solving these
problems within its own house without relying on the
k]

NIO structute?

C. To what extent should CIA extend its

research and analysis beyond the classical intelli-

gence toplcs to address other forelgn and global

issues: of concern to national pollcymakers? Should

"the directorate, for example, be as concerned about

_scarxce natural resources as it is about the possibil-

-_h ity of.a Communist government'invltaly? - Produce as -
much on agricultural production as it does on mili-

‘tary sales? Learn as much about population problems j

~as it does about forelgn political parties? And if-

attentlon is. paid to such a dLV@fulLy of topics, will

the DDI and lndeed the Agency be that much 1css well~»h3

1nformcd on crltlcal issues?

D. Should the productlon offices of the DDS&T

.be somehow integrated into the DDI productlon pro-=

cesses° Would such integration require that these

;offlces be transferred to the DDI? And, if so,

-26—
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+ ‘real mission? - -
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‘would the separation from the R&D and data processing
activities of the DDS&T unacceétably weaken our capa-
bilities in science and technology?

E. Should we endeavor to expand the areas in

which we produce "national" (i.e. coordinated inter-—

.agency) intelligehce? Would the Agency lose its

.unique role as an objective observer and interpreter

.of events if it regularly coordinated longer range

studies with agencies that have a decided:stake in

‘any 1ntelllgence predlctlon9

’F. ‘How much effort hould we make to put the

DDI andthe Agency in thg forefront of new;gresenta~ L

i

a major. investment in texrms of resources in. fields .

: fﬁhaﬁ'ére‘Sd'eXpeiiﬁentéi'that the ultimate pay-off

‘could be miﬁimél‘br“at.leeéf‘péripheral to our

L
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To a large. extent, the problems which- face the DDI derive from per-
spectives and habits that have outlived their time. For example:

e Intelligence analysis is concerned principally with
. military and political threats to the physical security x
! ‘ © and political interests of the U.S.;

o Intelligence analysis resources are sufficiently laxge,
and the Agency analysts sufficiently knowledgeable, to
provide all the information and analysis needed about
all relevant parties and problems in the international
system; '

v ® Intelligence analysts provide products principally to
' officials at the very highest level of government who
‘ are themselves generalists without other sources of

1 .. - information and analysis;
!

e _Intelligence analysis has only two alternative stances
available: (1) report external developments in a
... neutral, factual way; or (2) be drawn into the role of
supporting the policy preferences of current political
. officials; ' '
e Intelligence analysts best serve the nation by living a oo
; professional life in a carxeer service, apart from govern-
\ mental decision-makers and from the uncleared professional,
; o political, and business leadership community;
I . . .

» Intelligence analysis is best done by individual generalists
“or by small groups organized arcund specific intellectual
disciplines.. ' ' S

ex o

e .
%

! " Yn.the early days of the Agency, these assumptions were appropriate, and. ~ .

"no doubt promoted useful production. There were few analysts, theixr o
Jdndividual coverage was broad, and their data base could be small. At

the same time, the user community was small, broad-gauge, and demanded
o information more than interpretation. Most importantly,the U.S. wvas
! only beginning to be a significant player on the international scene,
and classical politico-military moves were paramount in the country's
' . mind. ‘ : ' C

But the world, the nation, and the Federal Government no longer reflect
these assumptions in the way that they did 30 years ago. No longer is

' the community worried solely about the Soviet military threat. In purely
‘ military areas, the costs of competing proposals: for strategic and tactical
' force structures have led to the creation of enormous analytical efforts

l to weigh the costs and benefits of alternative weapons systems in light
of alternative policies and extexnal reaction to those policies all

! around the world. MNMoreovex, our national security concerns today range

? from changes in Chinese lecadership to economic pressures exerted by Mid-

‘ dle East shieks, and to longer-range issues of proliferation, terrorism, .
and the implications of technology transfer. The analysis of context has

st el SR b, Approved.For Release 2009/06/17 : CIA;RDPO5T00644ROOO100170004-2 =
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with these kinds of problems, and has h(cou» 1nat|tu?10nd11/ed and heavily
relied upon by senior officialg in thc Exocutive Office of the President,
and in wmost dopurtmcnW and agencices.

Today's analyst is also forced to deal with sLaggﬁrlng amounts of informa-
tion from many sources, only small parts of which -- well buried in the
"noise"” and highly depoendent on context -- are likely to be useful. New

’ collection methods and improved communications. systews complicated as '

i well as helped the community's ability to deal with changing worxld and

changing user needs.

The trend of the last thirty years is likely to continue -- problems will
grow in complexity, the U.S. will play an expanded role in world affairs,
_and the demands for analytical production services will escalate. Howeverx,
the intelligence community cannot continue its trend toward an ever- :
increasing number of analysts, each of whom knows moxe and more about’ less
and less. :

The alternative is to reassess the assumptions so as to arrive at a new
set of perceptions and procedures for intelligence production that will
tajilor the resources of the community to newer priorities. For example, ;
a new set of assumptions might be: '

. ® Intelligence analysis is concexned with military, political,
. . and economic threats to the security of the U.S., and with

! polltlcal, econonic, and technologlcal trends that shape
" the world community in which the U.S. lives;

! .o Intclllgcncc resources are limited, and therefore draw upon
outSLde expertlse as much as poss;ble in order Lo max;ml

munity;

-2 Intelllgence analysts prov1de products Lo of fix
. : very highest level of government and to the varlou
| . +. . that support those officials; S

P . e Intelligence analysis mamntalns a contlnuously lmprOVlng
factual data base on key international developments and et
5' . . prov;des contextual analysis of intelligence information '

' that will contribute to the policy analysis process in sup-

! port of national decision-makers;

o : Intelligence analysts are drawn from our national profes—

~.. sional, political, and business leadership community for

temporary. part-time, or careexr sexvice and may participate .
on a classified ox unclassified basis, as approprlate, : T

! o Intelligence analysis requires the flexibility to assemble
groups of analysts of varying skills ranging from highly
specialized to highly general, and to assign very capable
individual analysts to very specific problems;

v
|
|
'
i
{
|
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. o Intelligence production should be the lnterface botween
collection and usc, and should reflect the probloems and
opportunities of- the one to the other.

The program which we propose is a step toward redirccting the current
effort of the DDI to comport with the changed circumstances that these
new assumptions represent. Key to this proposal is the concept of the

PDI as "Director of Production" of the Agency, from whom comes much of -

the leadership in the intelligence community for a new effort ~- one

directed at focusing the resources of the analytical staff on the present

and future issues affecting U.S. seccurity. To do this will require the
active cooperation of his suppliers, i.e., the collectors, and his con-
sumers, i.e., the users. We envision a system in which more nearly than
"at present the colléectors collect what the analysts nced to have collected,
not what can most readily be collected; where the analysts analyze what

the users want analyzed, not what they want to analyze; and finally, where

the users request and receive what they need, not use what may be available.

On the Establishment of an Office of Policy Support
in the.Directorate of Intelligence:

The Proposal

The DDI should establish an Office of Policy Support (OPS) in the Directorate
to assist the DDI in the timely production of intelligence analyses helpful
to those government officials responsible for developing and analyzing "
policy options for the President and selected heads of departments--and :
agencies. These analyses also should assist Congressional consideration of
major policy issues before the country. The concerns of these donsumers
center on issues rather than particular events abroad. ' '

' cThe OPS should report directly to the DDI and the ADDI. It should assist
.them as staff in managing the resoﬁrceslof'the'Directorate in addition to

- having the line responsibility for formulating, carrying out, and reporting
on special analyses with its own personnel, and for tasking other offices
in the Directorate to help. It should act as the principal interface be-
. tween the Agency and the policy analysis .community. . - )
This new Office will have four major tasks: (1) develop strong relation-
ships bétween the DDI as the chief unit for intelligence analysis and the
user community just mentioned, and between DDI and the external policy
analysis profession; (2) provide a model of a work style and appropriate
incentives-~ to induce and assist other DDI offices to produce mid-term
analyses focused on issues that will better serve the policy formulating

and evaluating community; (3) carry out major studies on a small numbex of
critical issues which clearly cut across the specialties of other DDI

offices and require major analytic innovations, e.g., nuclear proliferation
and arms control, global resource supply, redistribution of international
economic power and wealth, assessment of military competence (as distinct
from force structure), Africa. The issues would change over a pexiod of
several years and might be eliminated oxr spun off to relevant offices, as.
appropriate; and (4) advise the DDI on changes in collection and information
base priorities with the largest probable payoff in policy-relevant analysis.

Approved For Release 2009/06/17 : CIA-RDP05T00644R000100170004-2 — oo
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This proposal. refllects considerations both internal and external to the
Directorate. Externally, there is a growing sophistication and insti-
tutionalization of the analysis of policy options for the consideration

of national policy-makers. Increasing real budget constraints and the
rapid technologicél and political change of the last decade have compli-
cated greatly the formulation of national policy; understanding the
uncertaintiecs and the contextual setting of policy options have beconc
‘major factors in establishing national policy. Policy analysis offices
have been established in the National Security Council staff and in many
exccutive departments and agencies; professional practices and standards
of policy analysis methodology are beginning to evolve. More and more
national policy-makers are looking to this type of analysis and to this
community for assistance in formulating national policy. The intelligence
community, to serve the national policy-makers in this new environment and
.'to preserve the legitimacy of intelligence institutions, must begin to.
provide the kinds of intelligence outputs that are needed by the policy .
analysis community, in addition to providing the estimates and evaluations
that are dirdctly useful to the policy-maker himself.

Internally, the Directorate is not oxganized ox managed to undertake many.

of the quick, multidisciplinary, issue-oriented analyses where the intexr-
play of assumptions, information, uncertainties, and implications is

" essential to assuring maximum usefulness of intelligence to the policy

process. Moreover, the Directorate does not now have the personnel skilled
in professional policy analysis methodology that would be necessary to

contribute to the policy analysis process that policy-makers increasingly
draw upon.

T

Implementation

There is no point in seeking, from the President or anyone else, some chartexr
‘to implement this change. The best way to proceed is simply fox the DCI and
the DDI to begin to develop the capability and to offer more and better help
‘to the policy analysis community. : - S :

This capability is not to be gained by eliminating the more formal, specific.
©or conclusive intelligence production process now in place, nor can it be
accomplished by promotion from within. Rather, it should be implemented as

- an overlay that can add to and draw upon the existing professional capabilities ?

of the Directorate. This will reguire the hiring of a number of professionals
from outside the intelligence community at senior and intermediate levels to
begin to function in the role envisaged. C

Three caveats are in ordexr: (1) Absent strong support from the DCI, pDCI, and
DDI, this approach will be hard to implement. (2) Even though there is a

strong consensus among policy-oriented users of intelligence that this approach:
to intelligence production is much needed, no one has ever tried to institu- i,

tionalize it before, so that considerable monitoring and fine-tuning will he

needed as the capability is developed; in particular, intelligence -analysis L

for policy support is not the same thing as policy analysis itself. (3) The
success of this undertggzng is critically dependent upon hiring outstanding
people, knowing they can be kept only a few years, and on commitment of ade-
quate contract funds for ample outside assistance. ) '

R TR TR TR

. . ~ 4 - .
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.

The Proposa 1

The resources of the Office of Economic Research (OER) should be reoxriented
to provide, in addition to its current worthwhile program, three further
kinds of economic analysis: (1) policy-relevant microcconomic analysis of
specific industrics, 'countries, technologies and resources; (2) organiza-
tional analysis of economic institutions, including cowpanies, government

ministries, markets, procurement processes, and regional and commcdity

institutions; and (3) forecasts of economic developuments and buxdens which
will pressure foreign regimes to consider foreign and domestic policy
changes of importance to the United States. The OER should expand its vsc .
of outside consultants and contractors and should increase its sponsorship
of unclassified research and symposia on these kinds of analyses.

The Rationale

The range of economic subject matter on which the President and othexr key
national policy-level decision-makers need intelligence inputs is expanding
as national security increasingly depends on many factors other than mili-
tary force structure. Specifically, trade, technology, monetary policies,
and natural resources require more intelligence production in both military
and.non-military contexts. ' :

Many of the newer tools for policy analysis are built on or closely related
to classical economic methods, and OER reasonably ought to be strong in
these methodologies, as well as in the statistical estimation methodology

and data base haintenance functions it now performs. Consumexrs of economic
intelligence analysis will become increasingly knowledgeable about the appli-~
cations of these methods and will increasingly assess the value of the OFR
contribution in the light of these methods. Moreover, many of these new

| 'kinds of analysis will draw on unclassified sources and will be built on

"unclassified methodologies; the OER program could be much stxonger and
“engendex far morxe support if it were open to considerable outside input.’ .
Twportantly, the three sorts of analytic capability recommended fox increased

" emphasis relate in explicit and policy relevant ways to political, military,

and technological courses of action that policy-makers must consider.

Tt will be difficult to succeed with the overall purposes of the new role
" for the Directorate that we have proposed if OER is not reoxriented along
these lines to permit it to be an asset rather than drag on the Office of
Policy Support and the Office of Political and Regional Analysis. - E

Implementation

OER should move immediately to define the prioxity areas, adding new analytic

talent in consultation with the DDI and the heads of the new Offices of Policy '

Support and Political and Regional Analysis. Specific contract support plans
should be developed and funding suppoxrt should be sought from the Office of

Policy Support and the DDIL. |

-5 -
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will, in part, have to come from OER, and othcer OF

T YOSOUYCes WLl nuua
to be devoted to the new dircctions for OBR stself. It should be made
clear to everyone that such action is an affirmation of the importance

_of OER and thec role of .cconomics in intelligence production, rathcr -than

a denigration of past c¢fforts, much of which will continue.

On the Establishment of an Office of Political and Regional Analysis
in the Directoratc of Intelligence:

The Proposal

The DDI should establish an Office of Political and Regional Analysis
(OPRA) , which would combine the Office of Political Research and the
Office of Current Intelligence, except for the production and journalistic
functions presently assigned to the lattex office. Consideration should

be aiven to including the analytical activities of CRS and OSI with xespect
to in the OPRA. :

~ STAT

The Rationale

‘There is far too little political analysis jncluded in those analytical
xeports from the Agehcy which concern military, economic, oxr technical
jssues. The dominant concern for performing " research” in OPR and "current
‘analysis" in OCI has precluded effective participation of these offices in
¢ooperative, issue-driven analysis, and has increased theix isolation fxom
users.” A deliberate decision was made, when OPR was created, to insulate’
it from the NIOs and the user communi ty in order to ensure that the “research”
effort would not be aborted by requests for “current analysié". <he OCI had -
excellent working relations with their countexparts in the State Department
“befdre the creation of the NIOs eliminated that relationship.

L I .

- pYacing responsibility for.publishing the NID in OCI has had a number of
.ﬁﬁdesitablé.side effects. ~Excessive resources are being devoted to current
féportingfih?¢ontrastfto:current‘event—driVen analysis or to longer—-texm
issue-driven analyses. Cooperative efforts are discouraged, since recog-
nition and promotions are heavily influenced by the number of articles which.
ah individual is able to get printed.’ ' S

Finally, maintaining two separate geographically—oriented political offices
scems to be an inefficient use of scarce personnel and budget resources.

Ry combining all of the political and regional analysts in one organization,
professional analytic standards can be enhanced and political analytic .
resources cah better be marshalled to cooperate with OER, OSR, and the new
oprS. : |
£ -

SO

-6 -
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In order to make the new office most cffective, we believe the followlng
should accompany the organizational change: :

o A chartex should bhe written and distributed to all office
employees setting forth the mission and objectives of the
new office;

e Close working relationships with the Office of Policy Support,
OER, and counterxrparts in all of the using agencies should be
encouraged and supported at all levels of management;

o Individual analysts should be rewarded for cooperative
efforts with other DDI components and for their ability .
to tap the expertise vhich exists OuLSlOe of the intel-
ligence communlty.

On Transferring OSI and OWI

from DDS&T TO DDI:

The ﬁroposal

OSI and OWI should be transferred from DDS&T to DDI. . - .

The Rationale =~ "' - B :~';~;y};;1*ata:ir

An important part of our proposal is the concept-that the DDI should be
the chief production officer of the CIA, a role that has not been explicit
in recent years. Science and technology are important considerations in

the newer areas of international concern for the Agency, just as they have
been in the more traditional politico-military intelligence analysis. It

‘wlll be important for production management and guality ‘control to have -
a’ c'trong science and tcchnology analysis capability in DDI.: These ‘consid- " - -

eratlons far outweigh the unconv1nCJng -arguments . for maintaining ‘a single

'sc1enthlc and technical activity in the CIA, or for maintaining close -

organlzatlonal relatlonshlps between these two offices and the collectors.~7

Implementatien

Iﬁ'implemeﬁﬁing this. proposal con51derat10n ,hould be given to redletrlbut—'
e 1ng the threc lelSlOnS of. OSI among ex1st1ng DDI Offlceg.iifv_ SRR

OWIjshould remain as e separate offlce for the tlme belnq, but it may make
sensé in the future to consolidate OWI and OSR as workload, rcsourceq, and
management considerations may indicate. : -

: L . _
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On the Transfer of the vBIS: :

The Proposal

The FRIS should be transferred frowm the DDI to the DDS&T.

‘'he Rationale

" The FBIS is almost exclusively a collection activity and is unique

among the existing and proposed offices in the DDI in this respect.
On the other hand, the DDS&T has responsibility for the technical’
collection activities of the Agency. This transfer of the FBIS is
thus consistent with the view that the DDI serves as the chief produc-
tion officer of the Agency.

A second argument in favor of this transfer derives from the present
discussions within the DDI as to the appropriate funding level for the
FBIS. Since there is no raticnal basis for assigning a dollar value
to the information produced by the FBIS, bureaucratic arguments have
been advanced for the various possible funding levels. By placing the
FBIS in the DDS&T, it would then be forced to compete with other col-

lection activities, and funding levels could be determined on the basis
of relative worth. . . :

e . - o S 4. 50§yt S 4 B ()

g T




Approved For Release 2009/06/17 : CIA-RDP05T00644R000100170004-2 STAT

0\0

<

Q"&

Approved For Release 2009/06/17 : CIA-RDP05T00644R000100170004-2



The obsertf\PRrOved For Release 2009/06/17 : CIA-RDPO5T00644R000100170004-2

from a scries of conferences with management staff members of the

Directorate of Intelligence, a review of the Directorate's Personnel

Hahdbook, and several implementing office notices, a.réview of the

results of an attitudinal survey condﬁcted among employees in the
Directorate, and a discussion with a membef of the Plans staff, DDI.

The subject matter was confined principa11§ to the persbnnel policy, programs

and practices of the Directorate, to some extent of the Agency, and their

results or implications on management-employee relations, employee utiliza-- !

-~

tion, employee development, <job performanée, and job satisfaction. My '
observations are derived primarily from problem areas that are reflécted

v

in persohnel programs and practices, and that may affect employee performance.

Area of Concern - 1

. ' . |
High on the priority list of concerns is the narrow, almost closed, environ-

" “mént of the selection and promotion process. The éhief~problem clearly is -

the very narrow area of consideration given to employees in this process.

The administrative (functional) positions, such as accountants, personnel

assistants, budget position, etc., are in functional career services

Agency wide. The other positions in this‘Directorate through Grade GS 13

. are confined to "Carecer Scrvice" in their respective "Offices". The

‘resﬁltant implications of this re@uiremenf are (i).selection to positioné
and promotions ar; limited on a formal andvsystehé basis to that "Offiée";
(2) there is no required consideration of qualified candidates fér selec—
tioﬁ or promotion from outside of the action "Office"; (3)_“Officé"'managc—
ment does‘ﬁot systematically.éonsider qualified empléyecs outside of his
"Office"; but must rely on "back-door" methods to ascertain Qho these
potentiél candidates may be; (4) oﬁportﬁhitios-in_the‘higher level cleriqal

.

positions are formally restricted to the action "Office™; (5) the Dircector-

S o, _
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. t ) .
in the Directorate are considered, appraised, and sflected or promoted.
(6) As a'corollary to (5), the Directorate cannot bl assured fhat every
effort is systematically made to "cross over" talent or to collectively

appraise and comparatively evaluate management potential for significant

Directorate positions.

Although there is practiced a fairly 1ibera1_promotionApolicy for tech-
nical, professional, and some cle#icalAemployees from input lével to
"5oufne}man" 1evél, this @olicy is not clearly spelled out for managemehtv
of eﬁployees. |
fﬁe'vacancf ﬁétice béstiﬁé.pfadtiéé'hééfﬁecoﬁéjéuife.ﬁidéspread) in the
'Federal Serviqe; | Its popdiqrity'is due’in part to the fact that it
‘*4—*préséﬁtsjclear éﬁidence of direct-manééement - eﬁployee communication
23.:in an area of~individﬁal éﬁpléﬁée dirébﬁ'iﬁﬁé;ésfiffiﬁ-éérves to discourage

“the often—made charge of unnécesséry'"secrécy“ in job placements and promo=

tions. It tends to dlmlnlsh allegatlons of race aqd sex d1$cr1m1nat10n in

J;_:;cgs:-sx-n s

?3 the ewployment proce'ss.-'l

aads S [ .- EER T P PRI Teeee e e s e e
T LN A - P I P e R A &

_:;“The posting procéss alsovgqqta%ps_g>qumpe;rggtinhegggg §isadvantages: it
) QdQS_a time factor‘ipithg»empléyment_procedﬁrc;Ait tends to deﬁeloé a corps
profe551ona1 job appllerb ; lt Jay stlmulate eﬁployee complalnts or
i ‘charges,ag to 1a;kwqf‘c9ns%dg%§F;9n( ra;e(o;‘épx;§i§c§%mination, or favoritisx
) ini§be"emé;oymentip:ogess;;gnd:}tjgdéé_apgghervpgpc:wq;ﬁ step tp an alrcady—
hyﬁoygqupdqug,aqministrgtivp:prqggss::>;ﬁispiﬁg_oﬁ it; disadvantages, a vacanc:
ﬁqipé§}ce,posting program prqur;Y.gsgd;?s,g»dgqmatiq‘aqd:pseful step in allayinc

. employees' concerns in the areas of selection and promotion.
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-controls on a Directorate ba51s. Prov1de for a Dlrectorate m;de.ﬂaﬁ?ﬁr
—
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] _ ,
it was noted that duplicate personnel files are maintained in the Directorate
and that, to scme extent, duplicate personnel information is retained in

Office files. These files are in addition and supqlemental to the official
i
personnel files maintained in the central personnel office. Under present

practice, the circulation of personnel files is severely restricted. A

personnel file of an employee in one Office cannot b° obtained by another
0ffice without a prior clearance from the first. As a result, an employee

is hesitant to have his file brought to the attention cf another Office for

placement or promotion consideration in fear of possible recrimination, i.e.,

"why are you looking for placement or promotion elsewhere?", WAre we not

‘ i
treating you well?", "Aren't you satlsfled with your work here?", “You seem

to be spendlng morxe tlme looklng for another job than d01ng your work here.

etc. |

Suggested Action: Broaden the area of consideration for selection and

e e T £

promotion to a Dlrectorate-w1de basis. TIn effect,. cshift the "Career'

Serv1ce" responsibility from the component Offlcegjto tEE,ElEEEEQIatQ~,

— e e e s e st e

'InClude all positions, except those 1n the admlnlstratlve series (Budget,

' Accountlng, Personnel, etc ) whlch are now on a functlonal career serv1ce

SoLSL. L0 S e R R S L s T o f..\.,,t,_ -

ba51s. In concert w1th thl” actlon, place posltlon numbers and average sala*

Serv1ce Board, w1th authorlty to establlsh ad hocAgifgggfpanels_ﬁgg_gglec—

T .

c1p11nary and 1nter—off1ce representatlvos, and a representatlve of the DDI.

e e ~ Y I Lo ‘.‘"f: Fofalicarg R - I

' (Offlce Cdrcer Serv1ce panelv could be cstablxghed and contlnue to functlon

S iz s il a2 ovnslol eton inoallo

'as they do now, w1th the exceptlon of Lhe competltlve selectlonwand promotloﬂ

area as described prcviously.) Career ladder actlons, as w111 be described
later in this memorandum, would continue to be acted upon on an Office basis
Tnitial input sclections would continue to be made on an Office basis. This

| -3 - _ |
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« @ routine ba51s, exccpt (1) those posxtlons (or programmed promotions) .

. positions of spec1al a551stant or comparable cla sxflcatlon,_to the R

or his\designated.reprcsentatiVes;'*

approach’ Approved For Release 2009/06/17 . GIA- RDPO5T00644R000100170004 2

S eaasaa Al LUIC DUAECLLON
I

ﬁhis process becomes

' :

|

In conjunction with broadening the area of consideration or “"Career Service"
. : . i

and-promotion process in that hlS partlcipation in

’

it would be clearly in the interest of the career development program to

describe "career ladders" in which promotions would be made to journeyman

levels without competition and without constraints as to numbers and level.

i S ——

For example, if the journeyman level of an economlcs research analyst 1s

GS 13, it is assumed, that all entering economic research analy"ts can reach

. /-._._‘

that level w1thout competition as they demonstrate the capablllty to perform

at each 1eve1 1n thelr progre551on. buch promotlons would be nade by T

respons1b1e line managers (offlce dlrectors) within Agency-wxde constralnts,

. but without reference to Career Service Boards or Panels The publication

of sudh a spec1f1c policy for employees should clearly establlsh the para~

g meters of compefltlve vs. non—competltlvo promo;lon oollcy and pracalce." B

All vacancies through Grade GS 17 in the Dlrectorate should be posted on

O Sy

MJ“"‘ . Samameee o S S

'"for'which a career ladder is es tabllshed and publlshed,_jZ) desxgnated—¢~¢;g

s o R T - Lo

Dlrector.

it is recomnended that no: personnel files or dupllcatcs of" 1nformat10n in the

personnel files Wl]l be kPPt.OutSLde of tho Per onnel DlVlSlon.' Evcry T

responsible manager, Office Diréctors and"aboée,“shoulduhaée‘free"a6cessAro

these -files without.approval of'anyéné’othef”éﬁaﬁ;Eﬁéfbiéécééi‘éf”ﬁefébﬁﬁéi'”
All*informaﬁioh~bou6ermfﬁ§'au eméiere“
should be incorporated into his file, except possiblyiihdiviéual employee

development plans and results of the ranking-potential program;‘

-4 -
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. cation summary for day—to—day use by management.

§ to breclode‘a potential pereonnel problem, S R

T mee AL endramt vy AN “heo DN YectTory I
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Personnel may ‘consider the dcvelopmenL of an ADP- produced employee qualifi-

Arca of Concern - 2

The practice of rotatiooglﬂgggignmcnts both domestic and abroad, is highly

e s e s e
e e e e e e e

regarded by management andﬂgmg;gyees. There are a number of management

and career problems 1nvolved: (1) a reluctance on the part of employees
to leave. their "Career Service" base where promofion actions are initiated
and executed; (2) a problem of placement to a base position upoh return

from an.assignment; (3) the ever—present concern that some a551gnments

. are 3ust "rewards" for past actlons, and not necessarily contributing to

!
career development, {4) the ever-present p0551b111ty that an ass;gnment is

Most of these concerns are derived from the extremely restricted “Career

_‘Service" base. Other concerns are derived from thelunderstandable manage-

ment restrictions-on personnél \numbcrs, dollar llmltatlons, and. workload

fluctuatlons).w—m_rwli;: L _:_;;,;;;;;; ;ai pubileled; {3) drzichaned

. Lon T o . A s -
o - oy O A N o e

~rSuggested Action: Eutabllsh an Assignments Bo;xd on a Directorate basis

_to: (l) perform the Career Service functions and respon51b111t1es for

Lhose on asalgnment (does not Jncludc TDY or assignments.of Jess-than oné._
ear);'(25”bartioipate in the:determination oF;'and»approve; assignments;

(3) arrange for wnd part1c1paLe in the personnel: planning, . career develop—

ment plannlng, performance eva]uatlon, " and’ related activities for all

employeee on aseighmbhtfe(ﬂ)”éuperviee7and direct the placement-and/orr,

5 -
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Director of DDI as chairman, Chlef DDX H@ﬁagement Staff as member and

secrefary,

two Office Directors on a rotating basis, the invplved Office Director

on an ad hoc basis..

The Assignment Board may consider many diverse and unique appllcatlons of
the assignment function. For example, the proposed Office of Pollcy
'Support may be partially staffed by assignment on a rotation basis.

-

Area of Concern - 3
The procedures that have been developed in DDI fox fitness.reportiﬁg and

ranking of.employees in terms of their potential have contributed con-

“siderably to making management officials evaluation conscious, and has
‘made them critically aware of employee problems. Under present practice,

. the fitness repcrts are shown to employees. The tanking results are not

shown to ox dlscussed with employees. If an employee is placed in the 3%

" category, the buporv1sor may discuss thlS placemﬁnt with him if a future
‘geparation action is anticipated. A Letter of Instruction procedure

is also‘folloWed.v In this procedﬁre; the supervisor and employee work out

a statement of job auties, goals, performance standards and objectives,

and criteria as to'acceptable performance. There does not appear to be a

- gfofedure for an employee-supervisor discussion and agreement on a career

~ development plan, including such items as desirable training for on-the-job

et A oy

improvement, desirable training for developing potential and future position

. placements for career ladder objectives.

There existed a distinct impression that, although these existing procedures
had scrved a purpose and continued to remind management officials of their
employce management responsibilitics, the procedures themselves have become

too cumbersome in terms of their resultant uses.
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systems by (l) conductlng a study of the real use made of the product in

tne personnel,process; (2) combining Lhe admlnlstratlvf input into one
system, 1nclud3ng the elements of the present Letter o% Instructlon,
(3) incorporating a career development plan into the process, including an
analysis of employee strengths and weaknesses and a recommendation as to

training, possible future assignments, and position opportunities.

Area of Concern -~ 4

It is noted that there are severalflevels of published Personnel éolicies

and Procedures. Some indication was given that the distribution of Person-

nel Pollcy statements to employees was haphazard at best; in some ins tances
) . | .

employees were not aware of the ex15tence of such statements.

i

Personnel P011c1es and Procedures for both management and employees should

"be publLshed on an Agency—w1de basxs.‘ Many managers are jealous of their

authorlty to adapt personnel procedures to meet their sbecific needs and

to consider the personnel- process as but one tool to be used in their over-

.all managemenﬁ-rééponeibility. However, this approach although broadly

commendable,.tends to’ deemphasize’ the "
loyalties, carecer
objectives, ‘and potential on the Office and Directorate in which he is serv-

ing, instead of the Agency The employee¢'s carcer ambitions and development

potential.are thereby thwarted and; in-his mind and in practice, “barriers"
are erected that diminish considerably in reflection and in practice an

employee's carcer opportunities.

-7 =
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. ures, and Statements of Practice be is sued; that thgse issuances be reviewad

to assure clearness, lucidnecs, and préciseness fer juse bf both management
* and eﬁployees. Operating and érogram management and representatives of
employees should participafe in this revie& and revision procedure. All
other Directorate and Component Personnel ?olicy and Procedure is;uances
should be prohibited, except for action memoranda establishing time frames,
action assignments, delegation of responsibility, and similarvimplementing

information.

Axrea of Concern - § o SR ) : IR

The security clearance requirement prior to employment in the area of

-clerical employees is a particularly time—conshming and costly undertaking.

‘Because of in-process losses, the recruitment effort undertaken must be
. : . - ‘

. far greater than that reflected in the final results achieved.

Suggested Action: ‘That an in—depth study be initiated to develop remedial

actlon separate and apart from any ruggested statutory changes. Such

“"thé CiVil Service'CommiSsion bf‘fﬁé:Deﬁeftmcﬁt of Defense, or other agency,.

to establlsh a’ recrultmcnt pool and trainihg conter for use pending comple- .

"tion,of necessary security'CIearanceé. Appllcants would be selected and

"~ employed to'ﬁécc CSC‘éligibiliﬁy'aé well as Aﬁoncy standards. 'Those

a?ponnted cmployco> not cleared “ould be' absorbed by the cooperative Agcncy

or placed whexe nceded Thc effort would bo fund =d by the Agency.

¢« =8 -
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. . Area of Concern - 6

There appeared'no direct evidence that. the strict s%curity policy of the

|
Agency results, in any direct employment: implicatiorl-j- However, one senses a

number of subtle cause-and-effect reaptions that aré directly related to the

seourity program: (15 security “side ulip" into areas of classification of
personnel documents haviﬁ§ no national security or ﬁational defense impliea-
tions, i.e., documents concérning personnel procedurés, employee development,
; , ,training, etc., marked "Administrative Interﬁal ﬁsevOnly" "Eyes Only"

The Agcncy s Personnel Pol;c1es and Procedures are classified in a range

 from 'Bdministrative Internal Use Only' to 'Secret!, and cannot be removed

.

from the Agency s premlses, (2) an indication that employees méy‘be
S llmlted in their efforts to be considered for employment outside of the
o - : Agency because of constlalnts on describing thcxr Agency experlence,

IAK . and (3) an indication that because. of their lack of flex1b111ty in the

L ' ;'outolde 'job ma:kct", enployees are captive in tne Agency employment

program. The securxty envxronment cannot be discounted in evaluatlng its
' employment 1mp11catlons partlcularly in the psychology of llfetlme career

'”;servmce w1th 1ts attendant normal fruatratlons and per onal problems.

" . Suggested Action: ‘It is strongly recomménded that- 'all security classifica-
tion‘and>réstti¢tibns'not.definitely required by statute be 1ifted from all
P personnel programs and processes. Freedom of access to information concern-

ing personnel policies and processes will improve management-employee under-

utandlng, contribute to emplovre productivendss, assure “higher-employeé "~

“tilization.~and~produce high-quality applicant input. % =2 "o

'
i
1
|
\
i

-9 .
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"Opening—Up“ the DDI

Take the lead in stimulating a national policy for continuing
developmenf and provision of thelproper informatién base and

capital stock of éxperts on different facets of the external

world. Major roles Qould be assigned to research organizations,
university cen£ers, the Library of Congress, and'parts of the
Executive Branch outside of the intelliéence community. Long—térm |
funding would be involved, bqt not necessarily from fhe intelligence
cpmmunity per se. The policy, the recipients, the funding éll Qould
be matters of public record. As appropriate, the work’peréérméd a£

these centers would be completely unclassified or classified below

the code word level. Professional personnel at the relevant insti-

tutions, other than universities, would have an explicit commitment -

to serve as an intelligence analysis "ready reserve" and pexform

periodic tours in DDI of a short-term nature. The information bases

"would be fully available to DDI within normal restrictions of sci-

entific conduct.

. Diminish reliance on a career service in the DDI and incxease

reliance on analysts of high stature and great‘promise in the policy ‘

”~

analysis community, who would serve for periods of several years and

then leave the domain of the DDI. While, in other respects, the

analogy is poor, the example of the Council of Economic Advisors

well illustrates the quality of professionals who should be sought,' ‘

the professional respect such service should secure, and the con-

tinuing membership of the participants in an analysis peer group'

well outside of DDI. This recommendation requires strong steps to

_2-—
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to the professional scrutiny of the analytic community through

review panels and other familiar devices.

Establish reqular internship programs in conjunction with the best

centers of policy analysis and foreign affairs research training.

Establish a changing leadership cadre for major policy support
topics, e.g., proliferation, led by persons familiar with the prob-

lems of policy formation and evaluation, and committed to the use of

the most rigorous, feasible analytical tools and methods.

Adopt an alternative hypothesis mode for developing estimates where-
the alternatives explored are not representative only of the center

and one direction away from it. For certain issues at least, .

~ inform large segments of the analysis community and the Congress

about the range of alternative hypotheses under exploration and be ~

sure to include some which do not assume U.S. rectitude.

- Make the agenda of impending international developments (e.g., five
. or more years out), which strong analysis begun now can clarify, a
-ﬁajor subject of debate in the external analysis community and the

pertinent professional associations and journals. Hold and partici-

-

. . *~
pate in open forums to debate these matters.
To insure appropriately wide4ranging analysis and confrontation of
alternatives, appoint a quality control board composed of non-
government members of the highest stature in the analytic community
and of vision about the international environment whose political

independence is unquestioned. Be sure to include a large percentage

of persons firmly committed to civil liberties in this country and

human rights abroad. Make their fepprt;lregularly_aQailable to the

Congress and the pertinent professional communities.

BT I SR RS
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~ ' ' *B. Appoint an "analysts' ombudsman" with strong powers of inquiry \

to brotéct against the political suppression'of unfas;hi_onablé
’ analy;ié opinion- whose reports will, in ﬁnexpurgated form, be

received by the DDI, the DCI, the President's ne'xtic’)nal security
| ' advisor, and the ranking majority and_minofity members of thg

Senate Select Committee.

: e A
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1 December 1976

DDI Decisions on Reorganization

The internal Working Group on Reorganization* formed by the DDI in
early September initially devoted its efforts to pulling tcgether the
broad range of suggestions coming from sources both in and out of the
Directorate and attempting to shape them into a series of possible
solutions for what had emerged as the key problem areas. Over a period
of eight weeks, enough agreement developed on the suitability of these
individual approaches to permit the group to consider how they might be
related in a comprehensive reform package. By early November, there was
sufficient consensus to warrant a weekend working conference out of
which came the DDI's decisions on reorganization. The most important of
these structural and procedural reforms were:

-- To establish a Center for Policy Support. This small but
select group of analysts and administrators is situated within
the Office of the DDI and is intended to perform several key
roles. First, it is to improve the Directorate's usefulness
to the government's policy-making community by establishing a
close working relationship with those key staff officers
responsible for developing foreign policy options. Second,
it is to produce--at the invitation of. these officers and on
jts own initiative--in-depth studies of emerging foreign
intelligence issues and their implications for US interests.
Third, it is to exercise management control of the production
of all the offices of the Directorate to insure that it takes _ .
on an increasingly interdisciplinary character and is genuinely
responsive to the expressed needs of the policy-formulating
centers of the government. Inherent in the establishment of
this Center is a recognition of the continuing necessity for
keeping the intelligence process at arm's length from decisjon-
making on foreign policy but at the same time making its 25X1
legitmate findings more accessible and relevant to the policy-

makers' needs. - 25X1
B _ 25X1
*Dr. Sayre Stevens, DDI; Mr. Paul Walsh. ADDI: 25X1
Directorate Executive Officer;l of
the Plans Staff; ' of the Office of Current Intelligence;
lof the Office of Strategic Research; and ‘ 25X1
A recently, of the Office of Weapons Intelligence.
~ - ' | _ 25X1
r SR . 25X1

ol
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-- To establish an Office of Regional and Political Aralysis. 1In
recent years it has become increasingly apparent that the
Directorate's efforts to analyze political developments abroad
have concentrated excessively on either immediate reporting or
in-depth research. The former activity has been the province
of the Office of Current Intelligence and its relevance to the
policy-makers' requirements has declined with the growth of
other increasingly efficient news-reporting organizations both
in and out of government. In-depth analysis has been performed
by the Office of Political Research and, though the quality of
its work is impressive, its essentially academic character has
had 1ittle direct impact on the Directorate's key customers.

Consequently, a decision has been made to fuse these two
organizations into a new-office which will retain a responsibility
for current analysis and long-range research but will also
focus on the production of mid-term studies of issues which
are of key interest to policy analysts. Moreover, the quality
of all three types of political analysis is being enriched by
the inclusion of specialists from other disciplines, e.qg.
economics, sociology, science and military affairs, into the
staff of the new office. Finally, this organization will
augment its coverage of political developments on an individual
country basis by increasingly analyzing events from a regional
standpoint and by focusing more on emerging trans-national
issues. As a by-product of this restructuring, a relatively
'small Current Reporting Group has been separately establjshed

R to carry on the Directorate's responsibility for producing
classified commentary and reporting on foreign developments on
a daily basis. A Publications and Presentations Group has
been formed to centralize the mechanical preparation production
of Directorate reporting as we]] as to explore new presentat1ona1
means. v

-- To Strengthen Global Resources Analysis in OGCR. Perhaps the
most successful example of interdisciplinary analysis currently
. underway in the Directorate is the study of Soviet grain
production undertaken by the Office of Geographic and Cartographic
Research (0GCR). |

| These analyses have proved to be remarkably
. accurate and directly recpons1ve to the needs of po11cymakers
at the h1ghest level.

25X1
25X1
-2-
25X1
:’” TR TE e sy
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The Directorate intends to capitalize on the analytical
techniques and organizational approach developed in this
pioneering project by establishing a new center in 0GCR to
study food crops elsewhere, world energy supplies, water
resources and other basic mater1als whose exploitation or
scarcity can have an impact on the strategic balance between
nations. This new unit will be called the Resources Analysis

, Center. It should enhance the productivity of OGCR and serve
| ' as a model to other offices of what can be accomp11shed
f : through interdisciplinary analysis.

. ' -- To Consolidate Inte]1igence Analysis in the Intelligence
- Directorate. When the Agency's Science and Technology Directorate
was founded (in 1962) to concentrate primarily on the technical
collection and analysis of information about Soviet strategic
weapons systems, it was decided that the Office of Scientific
Intelligence (0SI) should be transferred from the Intelligence
: Directorate to enrich the new organization's analytical base
; Subsequeritly, a second analytical element was created in the
: - DDS&T called the Office of Weapons Intelligence (OWI). These
offices have accomplished their initial purpose admirably but 25X1
\ - have left the Agency's principal organization for analysis,
; _ the Intelligence Directorate, without a scientific dimension
b ~ . _and have become less vital to the DDS&T as it has evolved

In function, structure, funding and personnel, 0SI and OWI are
more like any office in the DDI than those in the DDS&T and it
has become increasingly apparent that the analyses produced by
the Intelligence Directorate would benefit by the inclusion of
l , ' scientific considerations. -

. Accordingly the Agency's leadership has approved the

return of 0SI and the transfer of OWI to the jurisdiction of

the DDI, and a reciprocal movement of the Intelligence Directorate's
largest office, the Foreign Broadcast Information Service

(FBIS), to the DDS&T. The exchange is clearly justified

because FBIS is chiefly concerned with the overt collection of
foreign media output by technical means and maintains a

relatively small analytical capab111ty Moreover, its substantial
overseas structure, dependence on engineering skills, and
increasing reliance on satellite communications sytems should
make FBIS more at home in the DDS&T.
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-- To Improve Personnel Management. A substantial list of

specific measures are included in this section of the reform
package, but all are intended to upgrade the performance of

the Directorate by improving the professional opportunities of
its employees. Included are provisions for rotational assignments
both between offices and outside the Directorate, for developing
new training programs, for freeing senior analysts of supervisory
responsibilities, for early identification of managerial

talent, and for establishing new procedures for the advancement
of clerical personnel. The most important of the personnel
management reforms, however, is .the decision to create a

single career service for all employees above the "journeyman"
Tevel. Heretofore all personnel have been assigned to individual
office career panels because, in part, of an interest in '
developing their expertise in specific professional disciplines
and also an historical concern with the compartmentation of
‘intelligence information. This arrangement, however, has

tended to limit employees to a single career path and has
resulted in intelligence products which are too narrowly

focused for the needs of policy makers. The amalgamation of

the career services is intended to promote the mobility of

senior professional personnel throughout the Directorate .and

thus the interdisciplinary character of the analyses they

produce for its consumers. ’




